university of
groningen

University Medical Center Groningen

University of Groningen

Academic staff on their engagement with curriculum internationalisation
van den Hende, Franka; Riezebos, Jan

Published in:
Higher Education Research and Development

DOI:
10.1080/07294360.2023.2193724

IMPORTANT NOTE: You are advised to consult the publisher's version (publisher's PDF) if you wish to cite from
it. Please check the document version below.

Document Version
Publisher's PDF, also known as Version of record

Publication date:
2023

Link to publication in University of Groningen/lUMCG research database

Citation for published version (APA):

van den Hende, F., & Riezebos, J. (2023). Academic staff on their engagement with curriculum
internationalisation: an organisational change perspective. Higher Education Research and Development,
42(5), 1247-1266. https://doi.org/10.1080/07294360.2023.2193724

Copyright
Other than for strictly personal use, it is not permitted to download or to forward/distribute the text or part of it without the consent of the
author(s) and/or copyright holder(s), unless the work is under an open content license (like Creative Commons).

The publication may also be distributed here under the terms of Article 25fa of the Dutch Copyright Act, indicated by the “Taverne” license.
More information can be found on the University of Groningen website: https://www.rug.nl/library/open-access/self-archiving-pure/taverne-
amendment.

Take-down policy
If you believe that this document breaches copyright please contact us providing details, and we will remove access to the work immediately
and investigate your claim.

Downloaded from the University of Groningen/lUMCG research database (Pure): http.//www.rug.nl/research/portal. For technical reasons the
number of authors shown on this cover page is limited to 10 maximum.

Download date: 11-09-2023


https://doi.org/10.1080/07294360.2023.2193724
https://research.rug.nl/en/publications/2c713858-79ed-440a-b99b-fc101ea7f8fb
https://doi.org/10.1080/07294360.2023.2193724

H|gher Education E Taylor & Francis Group
Research & Development

Higher Education Research & Development

ISSN: (Print) (Online) Journal homepage: https://www.tandfonline.com/loi/cher20

Academic staff on their engagement with
curriculum internationalisation: an organisational
change perspective

Franka van den Hende & Jan Riezebos

To cite this article: Franka van den Hende & Jan Riezebos (2023) Academic staff on
their engagement with curriculum internationalisation: an organisational change
perspective, Higher Education Research & Development, 42:5, 1247-1266, DOI:
10.1080/07294360.2023.2193724

To link to this article: https://doi.org/10.1080/07294360.2023.2193724

8 © 2023 The Author(s). Published by Informa
UK Limited, trading as Taylor & Francis
Group

@ Published online: 15 Jun 2023.

\J
C;/ Submit your article to this journal &

||I| Article views: 734

A
& View related articles &'

(&) View Crossmark data &'

@ Citing articles: 1 View citing articles

Full Terms & Conditions of access and use can be found at
https://www.tandfonline.com/action/journallnformation?journalCode=cher20


https://www.tandfonline.com/action/journalInformation?journalCode=cher20
https://www.tandfonline.com/loi/cher20
https://www.tandfonline.com/action/showCitFormats?doi=10.1080/07294360.2023.2193724
https://doi.org/10.1080/07294360.2023.2193724
https://www.tandfonline.com/action/authorSubmission?journalCode=cher20&show=instructions
https://www.tandfonline.com/action/authorSubmission?journalCode=cher20&show=instructions
https://www.tandfonline.com/doi/mlt/10.1080/07294360.2023.2193724
https://www.tandfonline.com/doi/mlt/10.1080/07294360.2023.2193724
http://crossmark.crossref.org/dialog/?doi=10.1080/07294360.2023.2193724&domain=pdf&date_stamp=2023-06-15
http://crossmark.crossref.org/dialog/?doi=10.1080/07294360.2023.2193724&domain=pdf&date_stamp=2023-06-15
https://www.tandfonline.com/doi/citedby/10.1080/07294360.2023.2193724#tabModule
https://www.tandfonline.com/doi/citedby/10.1080/07294360.2023.2193724#tabModule

HIGHER EDUCATION RESEARCH & DEVELOPMENT z
2023, VOL. 42, NO. 5, 12471266 § Routledge
https://doi.org/10.1080/07294360.2023.2193724 & W Taylor &Francis Group

RESEARCH ARTICLE 8 OPEN ACCESS | Gheck iorcaos|

Academic staff on their engagement with curriculum

internationalisation: an organisational change perspective
Franka van den Hende @ and Jan Riezebos

Centre for Internationalisation of Education, University of Groningen, Groningen, the Netherlands

ABSTRACT

Studies about curriculum internationalisation in higher education
frequently report poor academic staff engagement hindering
implementation in practice. However, such research does not
consider the organisational context in which academics operate. This
research applies an organisational change perspective to explore
how the context affects the process of engagement and
implementation and what to change (content). In a comparative case
study of four disciplinary contexts in a West-European university from
2012 to 2020, we disclose the perceptions and experiences of

ARTICLE HISTORY
Received 1 September 2022
Accepted 3 February 2023

KEYWORDS

Academic staff engagement;
curriculum
internationalisation;
organisational change
process; disciplinary
communities; resource

management; higher

twenty-nine academic staff through in-depth interviews. The
education

academics explain how multiple contextual tensions and inadequate
resource management complicate their engagement with curriculum
internationalisation. Still, they also reveal evidence of many
achievements and strong individual drivers with curriculum
internationalisation. Our findings show how disciplinary contextual
influences and dynamics create specific perceptions and experiences
of curriculum internationalisation in each study programme. This
article presents a comprehensive framework of organisational
change to explain and facilitate academic staff engagement with
curriculum internationalisation in disciplinary communities.

Introduction

Academic staff engagement with curriculum internationalisation has been a frequently
reported problem throughout the last decades (Whitsed et al., 2021). Recent surveys
by the European Association for International Education (EAIE) in 2018 and the
International Association of Universities (IAU) in 2019 confirm staff engagement as
an enduring issue with curriculum internationalisation. Still, as Marantz-Gal and
Leask (2020) stress, curriculum internationalisation has become a core activity in uni-
versities in which academics must play a crucial role. Riezebos (2017) adds that inter-
nationalising teaching and learning is an essential dimension to advance and innovate
study programmes. Therefore, it is crucial for researchers and practitioners to inves-
tigate academic staff engagement with curriculum internationalisation from multiple
perspectives.
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Further examination starts with a shared understanding of curriculum interna-
tionalisation. Leask (2015, p. 10) defines curriculum internationalisation as ‘enga-
ging students with internationally informed research and cultural and linguistic
diversity to develop their international and intercultural perspectives and become
global professionals and citizens’. Leask approaches curriculum internationalisation
as a broad, contextual process including the content and learning outcomes of the
curriculum, teaching methods, assessment tasks, and support services of a study
programme. Internationalising programmes requires changes in individual beliefs,
disciplinary paradigms and institutional leadership, and demands the engagement
of all stakeholders. As van den Hende et al. (2022) demonstrate in a literature
review, curriculum internationalisation can be understood as a process with
many features of change.

In this change process, several scholars (Green & Whitsed, 2015; Leask et al., 2020)
observe tensions between the expected role of academic staff in curriculum internationa-
lisation and their actual engagement in the process. Many studies (e.g., Agnew, 2013;
Crosling et al., 2008; Leask, 2015) denote personal, cultural, disciplinary and institutional
blockers causing resistance and disengagement of academic staff with curriculum interna-
tionalisation. Their focus is on leadership following strategies, plans and rationales in
linear, step-wise processes, directing staff and students to change and achieve particular
goals. The terms in italics were identified using discourse analysis on the viewpoint
that these authors take on the role of academic staff in the change process. Implicitly,
these studies use a theoretical lens on organisational change designated as a rational
approach, that is, controlled by strategy, leaders, and plans causing predictable outcomes
(Burke & Litwin, 1992; Lewin, 1951). However, the rational approach to organisational
change is one-dimensional and outdated as it does not provide us with insights into
the complexity, dynamics and duality of the organisational context, and the emotions
and competencies of the stakeholders involved, in this case, the academic staff (Pettigrew
et al., 2001).

This research applies another organisational change perspective to learn more
about the perceptions and experiences of academic staff regarding their engagement
with curriculum internationalisation and the impact of their organisational context.
We use a framework based on Pettigrew (1987), one of the earliest critics of the
rational change approach. The framework connects the process with the context and
the content, to clarify how the organisational context and dynamics of change
impact the content of what to change and the process of how to do this over a
period of time. First, we explain how we operationalise this comprehensive framework
of organisational change as developed by van den Hende et al. (2022). See Figure 1
below.
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Context (why, where, who)

external

multiple rationales, levels
and stakeholders

CURRICULUM INTERNATIONALISATION
Shared understandings

Financial and
human resources

Staff engagement

Content (what) Process (!low) ) ) )
Educational and organisational Plans, actions, reactions, interactions

dimensions Balance top-down and bottom-up

Figure 1. A framework of organisational change for implementing curriculum internationalisation in
higher education institutions (van den Hende et al., 2022).

An organisational change perspective

According to Pettigrew (1987), an organisational change perspective implies that formu-
lating the content of any strategy inevitably entails managing its context and process. As
van den Hende et al. (2022) reveal, the context (why, where, who) with curriculum inter-
nationalisation includes the external environment interconnected with the internal
culture and structures. The internal context involves multiple rationales, levels, and sta-
keholders. The content (what) addresses the scope and type of change, with educational
and organisational dimensions. Lastly, the process (how) refers to the plans, actions, reac-
tions, and interactions of the multiple stakeholders seeking to implement change and
requires a balance between top-down and bottom-up approaches.

In the heart of the framework, we encounter resources. In line with Pettigrew (1987),
other scholars have focused on an organisation’s resources as significantly influential in
change processes (Eisenhardt & Martin, 2000). In the literature about curriculum inter-
nationalisation, van den Hende et al. (2022) identify financial and human resources as
critical, recurring issues interrelated with staff engagement. Therefore, we have added
financial (budget, time, support) and human (knowledge, skills, and leadership)
resources to Pettigrew’s framework.

This comprehensive framework of organisational change will allow us to investigate
how resources relate to academic staff engagement. As we still do not know how aca-
demic staff perceive and experience resources, their role and contextual influences in
the change process that curriculum internationalisation entails, we use this framework
to research how the academics’ context and resources are relevant for their engagement
with curriculum internationalisation over a period of time.
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Next, we describe the academics’ institutional, disciplinary and individual contexts to
examine how these contexts may influence their engagement with curriculum
internationalisation.

Institutional, disciplinary and individual contexts
Public organisations

Many universities can be characterised as public organisations with distinctive insti-
tutional structures and cultures (Kuipers et al., 2014; Mir et al., 2020). Public organis-
ations tend to hold strong public values and are increasingly pluralistic, working with
multiple stakeholders from diverse backgrounds in political, juridical, academic, econ-
omic, and administrative discourses. With competing beliefs and assumptions, this
complex organisational context poses multiple demands on academic staff. Riebe et al.
(2021) found that academic staff use more proactive or passive strategies to navigate
these tensions (e.g., confronting or avoiding), depending on their competencies and
resources. With curriculum internationalisation, van den Hende et al. (2022, p. 7) ident-
ify academic autonomy, ownership and hidden powers as critical organisational features
affecting staff engagement. Other public organisations face similar issues with staff
engagement. For instance, in a study about implementing a new IT system in health
care, Boonstra et al. (2014) found that a shared vision, hierarchical and participative lea-
dership, and adequate management of financial and human resources are essential.
Therefore, this research incorporates the impact of institutional features and resource
management on academic staff engagement with curriculum internationalisation.

Disciplinary communities

In the complex institutional context of higher education, academic staff work in disciplin-
ary communities in which they share a specific way of thinking, working and communi-
cating, and jointly provide and manage educational and research programmes (Becher,
1989, 1994; Trowler et al., 2012). Becher clarifies that disciplinary communities are ‘aca-
demic tribes and territories’ with specific cultural characteristics intertwined with cogni-
tive knowledge paradigms, styles of intellectual inquiry and professional groupings.
Becher (1994, p. 152) distinguishes four broad disciplinary areas: ‘natural sciences,
humanities and social sciences, science-based professions, and social professions’.
Trowler et al. (2012) add that interdisciplinary study programmes have increased signifi-
cantly, yet disciplines remain the primary structures in universities for organising edu-
cation and research. Pharo et al. (2014) warn against disciplinary fragmentation in this
ambiguous context since university teachers are likely to have little awareness of teaching
practices and curriculum content beyond their discipline.

In this disciplinary context, curriculum internationalisation is a process in which aca-
demic staff have to interact and collaborate with other disciplinary areas and professions
(Marantz-Gal & Leask, 2020). However, several studies (e.g., Agnew, 2013; Clifford in
Trowler et al., 2012) found that disciplines and programmes have different views and
practices regarding curriculum internationalisation. For example, Clifford suggests
that, in social sciences, academics would be more engaged with curriculum
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internationalisation based on their students’ and societal needs. In contrast, academics in
natural sciences would be more resistant due to their universal principles. Hence, this
research involves four study programmes in natural and social sciences, including inter-
disciplinary programmes as a mixture, to gain a broader understanding of the impact of
the disciplinary context and interdisciplinary spaces on academic staff engagement with
curriculum internationalisation.

Individual staff

Despite institutional and disciplinary influences, university teaching is also a highly indi-
vidualised practice. Only recently has more attention been paid to interaction and collab-
oration within and across disciplines (Pharo et al., 2014). Kahn (2010) explains that staff
engagement depends not only on someone’s opportunities and commitment to their
organisation, work and colleagues but also on an individual’s drivers and competencies.
Therefore, this research incorporates the academics’ individual context.

Altogether, this study examines the perceptions and experiences of academic staff in
various disciplinary communities regarding their engagement with curriculum interna-
tionalisation. We apply an organisational change perspective, aligning the context with
the process, content and adequate resource management to develop our framework
(Figure 1) and answer our research question.

Research question

How are academic staff perceptions and experiences of their engagement with curricu-
lum internationalisation as an organisational change process influenced by their individ-
ual, disciplinary and institutional context and resource management?

Method and data

We are particularly interested in how the academics have perceived and experienced their
engagement with curriculum internationalisation and how their disciplinary commu-
nities have influenced this change process. Accordingly, we adopted a case study
approach (Yin, 2014) and conducted interviews with academic staff, which we analysed
in a thematic, comparative analysis across time.

Case study

Given our focus on the impact of the disciplinary context on academic staff engagement,
we selected four bachelor (undergraduate) programmes within the same university for a
comparative case study. This public, research-based university is in the Netherlands, a
country in Western Europe with English as a second language. It offers a wide range
of programmes taught in English and Dutch, the national language. The university’s stra-
tegic aims towards curriculum internationalisation with a considerable number of inter-
national students and staff as well as an environment where all students acquire
intercultural competency and global awareness as needed for their discipline. Today
(2022), the university counts 24% international students, 25% international staff, and
34,000 students (see Figure 2 below).
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Institutional context:

University in
The Netherlands,
‘Western Europe

Multiple cases: bachelor (undergraduate) programs

Computing Science: natural sciences

Research-based
Industrial Engineering and Management: natural and social

English as sciences (interdisciplinary)
second language

Global Health: natural and social sciences
34.000 students (interdisciplinary)

24% international students International Business: social sciences

25% international staff
Figure 2. Case criteria.

We chose four bachelor programmes representing the continuum of natural and social
science disciplines and mixtures, so-called interdisciplinary programmes (Becher, 1989,
1994; Trowler et al., 2012); Computing Science, Industrial Engineering and Management,
Global Health, and International Business. Becher (1989, p. 140) explains Computing
Science as a ‘secession from mathematics in natural sciences’ and argues that the ‘theoreti-
cal aspects of engineering’ (p. 17) make Industrial Engineering and Management a natural
science programme in a business context. Green and Whitsed (2015, p. 26) illustrate that
business studies are social science programmes focusing on students’ and societal needs,
especially by developing intercultural competency. Lastly, Clifford assumes in Trowler
et al. (2012, p. 199) that medicine is a mix of natural and social sciences, while Stiitz
et al. (2015) identify global health education as a relevant component of internationalisa-
tion in medicine. All programmes are at the bachelor level and similar in length (three
years) and have been working on curriculum internationalisation for at least a decade,
which provides a fair comparison and allows for some theoretical generalisation.

Interviews

To research the perceptions and experiences of the academic staff, we conducted semi-
structured, in-depth interviews (Kvale, 2007) with seven or eight academics per pro-
gramme, 29 in total. Our sample of interviewees consists of 20 male and nine female
staff, 14 Dutch and 15 non-Dutch; 18 already worked in this university in 2012. All aca-
demics combine teaching with research and some administrative tasks. We purposefully
selected academics such that all research communities related to the selected pro-
grammes are represented, with at least one academic per case who has been in charge
of curriculum changes. Moreover, for each programme, we included the current aca-
demic programme director. All academics we selected have worked with curriculum
internationalisation in their programme for some time. Our interview script follows
our research question with curriculum internationalisation, resources and processes.
The interviews lasted between 60 and 90 minutes. We recorded all interviews and the
interviewees agreed to the verbatim transcripts. Then, we constructed the timelines
per case, which the programme director validated. A single interviewer conducted the
interviews between June 2020 and March 2021. The first ten interviews were on-site;
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the other 19 were online due to the COVID pandemic. The consistency in script and
interviewer ensured a similar approach in all interviews (Gibbs, 2008).

Thematic, comparative analysis across time

In our analysis, using NVivo, we started with a data-oriented, open approach to include
emerging issues (Saldana, 2016). Next, we encoded the themes recurring across all four
programmes with curriculum internationalisation as ‘language (English and Dutch),
diversity (in students and staff), recruitment and selection’, resources as ‘financial and
human resources’, and processes as ‘top-down, strategic’ versus ‘bottom-up, experiential’.
The two authors regularly discussed decisions and interpretations. Following Saldana’s
approach to reviewing data across time in a thematic, comparative analysis (p. 261),
we use a visual timeline approach with historical narratives to display the specifics and
the similarities across our four cases. The horizontal axis reveals the main developments
with curriculum internationalisation as an organisational change process from 2012 to
2020, while the vertical axis shows the investigated codes. For more details of the time-
lines, see Figures 3a-d.

Findings
Specifics and similarities

We visualise and describe the specifics and similarities per case across time, followed by a
summary of all cases in Figure 3e.

shift from international student recruitment

Processes strategic decision-making lecti : 2 inclusi

sttt international stident fectoitieni and growth to sel lection, diversity and inclusiveness
. . and the local environment
institutional and faculty projects
internationalising study association _
external accreditation external accreditation

Resources institutional and changes in

faculty ¢

leadership leadership

faculty end of

committee faculty committee

program (changes in) staff staff capacity

director problems

and committee

budget for support for decreased resources

student language and

recruitment and ¢yjtural issues

translations

. switch to
Curriculum English,
internationalisation increase in further increase academic skills
student changes in in numbers, adjusted in
numbers pedagogy, changes in courses and learning outcomes in quota,
and diversity assessment informal curriculum formal curriculum selection
2012 2013 2016 2018 2019 2020

Figure 3a. Timeline Computing Science.
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Computing science

Figure 3a shows that, in 2013, following strategic decision-making, Computing Science
switched to teaching in English as one of the first bachelor programmes in natural
sciences in mainland Europe. The primary rationale was to increase the number of stu-
dents and revenues. Process-wise, the language switch resulted in rapid student growth
from 125 to 300 students in 2020 including 50% international, and 80% international
staff. Initially, curriculum internationalisation was about international student recruit-
ment, language and cultural issues. However, when leadership changed, attention
shifted to diversity, inclusiveness and the local environment. In 2016, resources for cur-
riculum internationalisation decreased after completing the switch to English and achiev-
ing the intended student numbers. The figure illustrates that the programme has made
some changes in pedagogy, assessment, courses, learning outcomes and the informal cur-
ricullum (e.g., internationalising study association), but no significant curriculum
changes took place. A major change, however, concerned the implementation of quota
and selection mechanisms in 2020. In the internationalisation process throughout this
period, leadership and projects at multiple levels have played an important role together
with external accreditations and resource scarcity in recent years.

Processes strategic decision-making shift from international student recruitment
start international student recruitment and growth to selection, diversity and inclusiveness,

R . and the local environment
institutional and faculty projects

internationalising study association

external accreditation AACSB accreditation
Resources institutional and ~ new program (changes in) staff changes in
faculty leadership ~director, leadership
faculty committee e end, of
Y committee faculty committee
budget for support for decreased resources support for
student language and English for students

recruitment cultural issues
and translations

Curriculum
internationalisation|
switch to English, changes in
increase in student changes in courses and program
numbers pedagogy, informal language
and diversity assessment curriculum policy applied
2012 2013 2014 2016 2018 2019 2020

Figure 3b. Timeline Industrial Engineering and Management.

Industrial engineering and management

Figure 3b demonstrates many similarities with Figure 3a. Likewise, this interdisciplinary
programme connecting natural and social sciences in a business context, situated in the
same Faculty, switched to teaching in English in 2013 for the same reasons. This pro-
gramme in Industrial Engineering and Management mainly experienced the same devel-
opments as Computing Science with curriculum internationalisation, resources and
processes, and also has a high number of international staff (70%). Differently, the pro-
gramme has grown less rapidly (from 113 to 158 students in 2020) and attracted fewer
international students (15%). The programme has not faced similar capacity problems
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or worked with a quota or selection procedure. Further, accreditation from the business
domain (AACSB) has influenced processes, and the programme pays more attention to
students’ language development.

Processes strategic decision-making strategic strategic
decision-making decision-making
curriculum curriculum curriculum curriculum
development resdesign redesign redesign
internationalising study association
institutional and faculty projects
external accreditation
Resources external funding " p

o faculty leadership, changes in

institutional and multiple leaders leadership

faculty leadership

professor with small more staff involved.

. g faculty language
f dedicated staff s
Eroupronceticns primarily Dutch, and culture
with clinical tasks, committee
budget for  support for teaching part-time decreased resources
translations  language and culture
issues
changing
back into
one
lCurricu%um . new, . English-
internationalisation | paralle] changes in implementing competition between taught

trackin  switch to English  pedagogy and learning Huliple Saden learning

Dutch, and Global Health, assessment, communities a"dfes‘sm“;,e community

with pre-  increased diversity, learning into fxga];nstl'te}?c ng in Global

program quota, selection communities overall bachelor In Englis Health

2008 2009 2011 2013 2014 2016 2019 2020

Figure 3c. Timeline Global Health.

Global health

Figure 3c shows the developments of Global Health as a track in the bachelor of medi-
cine. This track is an interdisciplinary programme connecting natural and social
sciences, preparing for a Dutch-taught master and the medical profession in the Neth-
erlands. Unlike the previous cases, this track was initially developed in Dutch with a
pre-programme driven by substantial external funding to educate students from
Saudi Arabia. Despite the primary financial rationales, a small group of dedicated
staff chaired by a newly appointed professor managed to develop an English-taught
track in Global Health. The track attracted a highly motivated, diverse group of stu-
dents and became popular because of its innovative, highly interactive learning commu-
nities approach. However, when the faculty leadership implemented this approach into
the overall bachelor programme, there was much resistance from the primarily Dutch
staft against teaching in English. Competition arose among the leaders involved. Sub-
sequently, the faculty leadership intervened and redesigned the curriculum towards
convergence, changing Global Health back into a single English-taught track, with
25% international students and few international staff. The figure illustrates contextual
influences from leadership, resources and accreditations, and changes in the study
association similar to the other cases. Differences are the significant formal curriculum
changes, the language approach and the professional environment of a primarily Dutch
hospital and local culture, in which clinical revenues and a quota set by the national
government play a critical role.
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Processes Z:;[:ig; :»m akin institutional and faculty projects (17) shift in faculty towards diversity, inclusiveness
S shift from international student recruitment and the local environment
and growth to selection
internationalising study associations
curriculum
redesign
national and international accreditations AACSB EQUIS
Resources faculty leadership, (changes in ) new program changes in
program director, staff director leadership
program coordinator, decreased
project group resources
staff capacity problems new staff capacity problems
.Curricu}um .. | in English since
internationalisation 2003
compulsory changes in
study abroad, formal curriculum, ~ changes in
double degrees, structures, courses
student growth pedagogy, assessment and informal quota,
and diversity quota, lottery curriculum selection
2012 2013 2016 2017 2018 2020

Figure 3d. Timeline International Business.

International business

Lastly, Figure 3d demonstrates the developments with International Business, a social
science programme. In 2012, the programme was already taught in English (since
2003) with a compulsory study abroad module and double degree arrangements, and
had experienced a rapid increase in student numbers and diversity. There was a signifi-
cant curriculum redesign in 2013 to address capacity problems with a tighter organis-
ational structure and establish more research-driven education. Since then, curriculum
changes driven by internationalisation have been small-scale and informal, driven by
(changes in) individual staff. Similar to Industrial Engineering and Management, inter-
national accreditations (AACSB, EQUIS) have played a relevant role. In 2020, Inter-
national Business counted 40% international students and 50% international staff. The
figure illustrates that the contextual influences of accreditations, leadership and resources
are similar to the other cases.

Specifics Similarities
Processes | Recruitment and Strategic decision-making
selection of students
and staff External accreditations
IAACSB and EQUIS and faculty projects about inter
accreditations I ionalising study
Resources | External funding Decreasing resources
Type of leadership Influential leaders at multiple levels

Curriculum
internationalisation!

Professional environment

Support for student recruitment,
translations, language
and cultural issues

Strategic timing

Level and type of diversity
in students and staff

Level, type and scope of
curriculum changes

Impact of local environment

Initially primarily financial rationales

Switch to teaching in English

Increase in number and diversity
of students and staff

Changes in pedagogy, assessment,
learning outcomes, courses and in
informal curriculum

Figure 3e. Specifics and similarities in the four timelines.
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Perceptions and experiences from interviewees

To better understand how these specifics and similarities influence academic staff
engagement with curriculum internationalisation in disciplinary contexts, we analysed
the perceptions and experiences of our interviewees.

Individual drivers

Regardless of their discipline or other contextual influences, all interviewees disclose that
they have strong drivers for curriculum internationalisation, which stem from their inter-
est and commitment to their students’ and societal needs, teaching and research. They
experience their engagement with internationalisation as an essential part of their per-
sonal and professional identity. An academic who has worked on projects with Africa
and Asia for many years shares how his personal identity engages him with curriculum
internationalisation:

I believe in the value, I want to realise it and I want to continue it. So, therefore, I walk
around and run for it, take a risk and take the blame if things go wrong. You need that
with internationalisation (International Business).

Another participant who has been one of the pioneers of Global Health explains how his
professional identity drives him:

Health care does not stop at national borders. Health is, by definition, an international
subject, so a focus on global health is only logical (Global Health).

Overall, these academics demonstrate vigorous drivers stimulating their engagement
with curriculum internationalisation.

Resource management

In all four programmes, however, particularly in the last years, the participants perceive a
general scarcity of financial resources (money, time, and support) and a lack of leadership
and role models (human resources) for further internationalisation. Still, what bothers
them most is not being recognised for their teaching as much as for their research,
let alone for teaching in an international context. They also feel that shared responsibil-
ities and ownership, and a lack of time for reflection impede their engagement with cur-
riculum internationalisation. A senior academic, who chaired a faculty
internationalisation committee for several years, experiences a difference in resource
requirements between internationalisation and the international classroom:

An international classroom demands more organisation and resources. For us, internatio-
nalisation is logical and natural, but an international classroom is different and requires
us to consider the consequences of internationalisation for our program and our students.
(Computing Science)

All academic programme directors reveal how complex systems for allocating teaching
hours complicate their programme leadership. They explain that the power lies with
Faculty Boards, Directors of Education, research institutes, or with clinical staff for the
medical faculty. One of the programme directors stresses limitations in resource
management:
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I have no control over resources. I am in the middle of the matrix. I talk to everyone and try
to put it all together in a strategic and smart way (International Business).

Altogether, they stress that they lack time and money (financial resources), but most
importantly, recognition and support from their leadership (human resources) to
further internationalise their programmes.

Strategic alignment

Furthermore, the participants disclose that a lack of strategic alignment also hinders their
engagement with curriculum internationalisation. In their experience, internationalisa-
tion is not embedded in what they consider ‘top-down, strategic processes’, like curricu-
lum and professional development. A senior academic reveals:

The general feeling in the faculty is that internationalisation has been established, but it is
still an extra, undertaken by a few enthusiastic people. (International Business)

The interviewees signal that internationalisation is based primarily on financial rationales
and competes with many other issues in their programmes. They miss conversations and
collaboration with other stakeholders within and outside their programmes, such as edu-
cational developers and international office staff. The participants point out that strategies
and policies lack conceptual clarity and a shared vision of how to apply curriculum inter-
nationalisation in their practices. Consequently, they work on curriculum internationalisa-
tion with smaller-scale changes in bottom-up, experiential processes. They lack a
systematic, supportive approach for further internationalising their programmes, balancing
their bottom-up, experiential work with top-down, strategic processes.

Disciplinary influences

The participants’ perceptions and experiences reveal four disciplinary influences.

First, working in a research-based university, all participants consider research an
important influence in their programmes. The academics in Global Health add that
research and teaching are secondary to the medical profession. A participant active in
teaching, research, and clinical work explains:

The clinical staff have a powerful position because they ensure the main revenues. In clinical
departments, teaching has the lowest priority. We have approximately 200 teachers involved
in our program in minimal parts. I call it a fly-in, fly-out system. (Global Health)

A second disciplinary influence we found is student employability outcomes. According to
the participants, all four programmes aim to educate their students for jobs worldwide or
with companies in the Netherlands, which are increasingly internationally oriented. An
exception is the bachelor in Medicine, which focuses primarily on employability in the
Netherlands.

A third disciplinary influence is the programme profile that impacts the recruitment
and selection of students and staff. Apart from the Global Health track, all programmes
were existing programmes that switched to English. Consequently, the academics experi-
ence limited space for curriculum changes. The programmes build on available expertise,
networks and routines, and have to be distinctive from their main competitors. Still, the
two natural science programmes managed to improve their profile globally. Both
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programmes now provide excellent employability prospects worldwide and attract con-
siderably more female students as well as students with more diverse backgrounds. The
recruitment and selection of staff is particularly difficult for Computing Science and
International Business, who face severe global competition, especially from industry.
For Global Health, national guidelines and quota determine the programme profile,
selection and recruitment.

Together with the programme profile, the international reputation of the research
group and university is a strong influence in attracting staff, while external accreditations
are relevant for recruiting and selecting students, especially for the two business pro-
grammes. For example, several academic staff have prepared critical reflections for
AACSB or EQUIS. They recall how these accreditations have pushed them to look
more critically at the organisation’s local culture and structures, and how to advance
their students’ global employability outcomes.

A fourth disciplinary influence is the community in which these academics work. We
learned that teachers in a single programme belong to three to seven research commu-
nities. They feel that their different communities and physical locations for teaching
and research complicate their engagement with curriculum internationalisation. In all
programmes, some view themselves as ‘outsiders’ to the core group and sense they
compete for space in the curriculum. According to all participants, student and staff
diversity can add value to their programmes, but this requires investments in relations
and an effective organisation. Some interviewees emphasise that diversity is much
more than ‘counting passports’ and involves educational and research backgrounds, per-
sonal characteristics and experiences. The level and type of diversity of students and staff
differs strongly between these four programmes.

Next, we describe how these disciplinary influences affect the academics’ engagement
with curriculum internationalisation in each programme as perceived and experienced
by the participants.

Disciplinary dynamics

The participants from all disciplines disclose a dual perspective of curriculum internatio-
nalisation. On the one hand, they consider their programmes already considerably inter-
national based on their global research and networks, the number of international
students and staff, and the use of English as a medium of instruction. On the other
hand, they focus on applied, contextual dimensions for further curriculum internationa-
lisation. Disciplinary differences appear in their perceptions and experiences of how to do
this and what can be changed.

In Computing Science, the natural science programme, the programme director
expresses how he has experienced duality with internationalisation:

For us, internationalisation is inherent to our program. Programming is programming, so to
say, a mathematical process based on universal knowledge and principles, independent of
people, nationalities and language. But after graduation, our students work in teams in
many different contexts. We need to prepare them for this. (Computing Science)

In Industrial Engineering and Management, the interdisciplinary programme connecting
natural and social sciences, a senior academic shares his view on the dual character of
internationalisation:



1260 e F. VAN DEN HENDE AND J. RIEZEBOS

Our technical engineering content is, by definition, international but our next steps in inter-
nationalisation should be how to address diversity, ethics, sustainability and innovation
more explicitly in our business context. (Industrial Engineering and Management)

Likewise, the academics in International Business, the social science programme, regard
their programme as ‘highly international’ and a ‘pioneer in internationalisation’, as
evident from the subject of international business and their early developments with cur-
riculum internationalisation. Still, they recognise that further internationalisation of their
programme requires continuous efforts. According to one of the pioneers:

We are an international program in a Dutch institutional and local culture. These two
worlds in parallel create continuous tensions with, for example, language and diversity,
which we need to be aware of and address appropriately. (International Business)

In the medical programme, connecting natural and social sciences, the participants
emphasise the impact of the primarily Dutch orientation of the hospital and medical pro-
fession. Still, they also view Global Health as an inherently international part of Medicine
and working with diverse perspectives and systems as essential for all their students. A
participant involved in teaching, research and clinical work explains this duality:

A heartbeat is the same everywhere, based on physiology. But how you deal with it is
different depending on the specific context. It involves ethical issues and social interaction.
(Global Health)

Institutional culture and structures

Finally, many participants, particularly the non-Dutch, signal dilemmas due to working
in a globally oriented university with a strong local culture and structures, and a primar-
ily national education, accreditation, and funding system. For example, they refer to
national regulations that sometimes limit their opportunities to adjust pedagogy, assess-
ment and grading systems. The non-Dutch participants struggle to learn the national
language and do not always feel included and valued by the organisation. An inter-
national academic who has worked at the university for a few years reveals:

I often feel I am a minority, a forgotten group with different needs. This is apparently new to
the university. There is no adequate information and support for us yet. (Industrial Engin-
eering and Management)

Many international staft reveal difficulties with obtaining national funding, arranging
internships for their students, or accessing higher management and governance positions
because of language and diversity issues, and informal networks.

An international participant on a 5-year tenure track shares his tensions:

Learning Dutch is an extra requirement for international staff and a formal criterion for me
to get a permanent position. Yet, I do not have the time to learn nor the opportunities to
practice with mostly international staff around me, and all meetings in English (Computing
Science).

In sum, the national language, local culture, and formal and informal structures and net-
works appear to be complicating institutional influences for many academic staff to
engage with curriculum internationalisation in this university.
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Discussion
Contexts

Firstly, contrary to the literature about the presumed disengagement of academic staft with
curriculum internationalisation as observed by Leask et al. (2020), these academics reveal
strong individual drivers in line with their personal and professional identities. Moreover,
they provide evidence of their many achievements with internationalising their programmes.
As Kahn (2010, p. 22) explains, ‘people engage when they feel that, on balance, it matters to
do so’. This finding affirms that staff engagement takes many different forms, some of which
may not be easily observable (Whitsed et al., 2021). However, the duality and lack of specific
expertise and purposeful collaboration that these academics perceive and experience with
curriculum internationalisation complicate their shared understandings and imply a risk
that no further actions will be taken. As Kahn points out, apart from individual drivers,
staff also need cognitive and affective competencies plus opportunities to be able to
engage. In short, these academics have strong individual drivers, yet they lack specific com-
petencies and opportunities to further internationalise their programmes.

Secondly, we discovered that the participants’ disciplinary contexts considerably
impact their engagement with curriculum internationalisation. Unlike Clifford in
Trowler et al. (2012), we found no evidence of less staff engagement in the natural
sciences. Instead, we identified influences and dynamics across all four cases that
create specific perceptions and experiences with curriculum internationalisation in
each programme. Our research also reveals that all four programmes involve academics
working in different, highly diverse research communities. They explain how the cross-
or interdisciplinary character of their programmes, involving academics from multiple
research, educational and cultural backgrounds, interconnected with their international
networks, makes it more difficult to collaborate and create shared understandings with
curriculum internationalisation. As Trowler et al. (2012) stress, the increase in interdis-
ciplinary research and education, and more focus on students’ academic skills pose confl-
icting and changing demands on academic staff, who may need to develop new
knowledge and competencies. Yet, our findings also disclose that academics still work
in disciplinary communities that share particular values, knowledge paradigms and
ways of thinking, working, and communicating (Becher, 1994). As Pharo et al. (2014)
warn, disciplinary fragmentation is a serious concern, and we need to pay more attention
to interaction and collaboration within and across disciplines, for example, through com-
munities of practice. With more interdisciplinary programmes, smaller communities and
more diversity in staff, academics face many tensions in their disciplinary context that
impact their engagement with curriculum internationalisation.

Thirdly, the participants in this study disclose how their institutional context also
influences their engagement with curriculum internationalisation. The strategic timing
(when) of the language switch played a significant role and confirms the relevance of a
comprehensive approach to organisational change (Pettigrew, 1987; Pettigrew et al.,
2001). The interviewees disclose how the diversity of beliefs, assumptions, language
and structures affect their work. As Mir et al. (2020) explain, organisations have
become increasingly pluralistic, which demands the acknowledgement of the co-exist-
ence of normative assumptions and discourses, and the development of new organis-
ational mechanisms for strategic alignment.
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Resources

Fourthly, the competition for resources that these academics experience increases their
feeling of working in ‘disciplinary silos’. The lack of recognition and support from
their leadership for further curriculum internationalisation makes them feel less con-
nected to their organisation and colleagues beyond their own research community,
affirming Kahn (2010). This inadequate management of resources hinders effective
organisational changes with curriculum internationalisation, similar to the findings of
Boonstra et al. (2014), with complex changes in health care. As Eisenhardt and Martin
(2000) and Smith and Graetz (2011, pp. 89-104) explain, organisations must leverage
their resources carefully to initiate and sustain change.

Processes

Lastly, our comprehensive approach to organisational change unveils how the partici-
pants experience curriculum internationalisation as a stand-alone process, not linked
to strategic processes like curriculum and professional development. Consequently,
they feel they can only accomplish smaller changes in their experiential work with cur-
riculum internationalisation. Our findings demonstrate that engaging these academic
staff with longer-term changes regarding curriculum internationalisation requires an
organisational change approach balancing top-down, strategic and bottom-up, experien-
tial processes to leverage duality with curriculum internationalisation.

A comprehensive framework of organisational change

Our study has further developed our framework to guide policymaking, practice and
research. Figure 4 below shows the additions to Figure 1 in italics.

Context (why, where, who, when)

external internal institutional
disciplinary
research & profession
Multiple rationales,
levels and stakeholders

student employability outcomes
program profile & accreditations
community & diversity

individual
CURRICULUM
INTERNATIONALISATION
shared understandings

/ conceptual clarity \

Resource management <*———————————p Academic staff
financial and human engagement
resources, drivers,
recognition and support cognitive and
from leadership affective
competencies,
opportunities

Content (what)
educational and organisational
dimensions

scope and type of change

Process (how)

plans, actions, reactions, interactions
balance top-down, strategic

with bottom-up, experiential

Figure 4. A comprehensive framework of organisational change for engaging academic staff with
curriculum internationalisation in higher education institutions.
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e With the context (external and internal) of curriculum internationalisation as an
organisational change process, our research adds the relevance of strategic timing
(when) to multiple rationales (why), levels (where) and stakeholders (who). The
internal context includes individual, disciplinary and institutional influences

o The contextual disciplinary influences we identified are research & profession, student
employability outcomes, programme profile & accreditations, and community & diversity

 For the content, our research confirms that what to change involves educational and
organisational dimensions, and the process affects the scope and type of change

o With the process, our study adds to the plans, actions, reactions and interactions, and
complements balancing top-down and bottom-up with strategic and experiential

e Our research shows that adequate management of financial and human resources, par-
ticularly recognition and support from leadership, is essential for the engagement of
academic staft with curriculum internationalisation

e Our study demonstrates that academic staff engagement with curriculum internatio-
nalisation requires drivers, cognitive and affective competencies, and opportunities

e Finally, our study adds that curriculum internationalisation requires conceptual clarity
to create shared understandings of curriculum internationalisation as a prerequisite
for academic staff engagement.

Implications

Programmes provided and managed by academics working in various disciplinary com-
munities put specific requirements on disciplinary approaches and resource management
to engage academics in organisational change processes with curriculum internationalisa-
tion. Firstly, if programme leaders want to establish shared understandings of curriculum
internationalisation in a programme, then they should stimulate discussions about collec-
tive drivers. Secondly, if programme leadership aims to engage academic staff in activities
with curriculum internationalisation, then they must recognise disciplinary and individual
achievements and competencies, and build on these assets to create opportunities. Thirdly,
if programmes strive for longer-term changes with curriculum internationalisation, then
this demands programme leaders to align curriculum internationalisation strategically
with recommendations from accreditations, curriculum design and professional develop-
ment, and facilitate interactions and collaborations within and across disciplines.

For future research, we recommend similar longitudinal, comparative case studies
beyond Western Europe and with academic in various disciplinary communities and
higher education institutions to develop our understanding of the impact of individual, dis-
ciplinary and institutional contexts on academic staff engagement with curriculum interna-
tionalisation. Such research investigating curriculum internationalisation as a continuous,
comprehensive organisational change process over a period of time can further clarify the
impact of contextual features and resource management on academic staff engagement
with curriculum internationalisation (e.g., Eisenhardt & Martin, 2000; Pettigrew et al., 2001).

Conclusion

This research demonstrates that academic staff experience many tensions in their disci-
plinary contexts, which hinder their engagement with curriculum internationalisation.
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Still, all academics in this study acknowledge the relevance of curriculum internationa-
lisation and show evidence of how international their programmes are already. Contrary
to frequent assumptions about poor academic staff engagement, these academics have
surprisingly strong drivers for curriculum internationalisation based on their personal
and professional identity, confirming Kahn (2010) that individual drivers are essential
in staff engagement.

Further, our findings show disciplinary influences and dynamics that create specific per-
ceptions and experiences of academic staff with curriculum internationalisation in each
programme. Our research highlights the significance of the disciplinary context, an area
largely overlooked in research and practice within higher education. Following Becher
(1989, 1994) and Trowler et al. (2012), our study provides further details on the enduring
impact of disciplines and the increased relevance of interdisciplinary spaces. We identified
the need for an organisational change approach, based on Pettigrew (1987), in line with the
disciplinary context to engage academic staft and achieve longer-term changes with curri-
culum internationalisation to advance and innovate study programmes.

This article’s academic contribution is in providing a broader, contextualised under-
standing of academic staff engagement with curriculum internationalisation by applying
a comprehensive approach to organisational change instead of a rational change perspec-
tive as used in the existing higher education literature. The contribution to policymaking
and practice is a change approach that connects the specific context with the content of
what to change in teaching, learning and organising with curriculum internationalisa-
tion, and with the process of how to do this, with adequate management of financial
and human resources.
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